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ABSTRACT 

This guide provides information on providing 
outplacement services for terminated employees and advice on how to 
terminate employees* It includes a definition of outplacement, 
criteria for selecting outplacement providers, and guidelines for 
monitoring the delivery of outplacement services* The Stevens Model 
of Career Development and the services provided by the Worklife 
Network are used as examples* A chart for the separation process is 
provided, along with suggestions for the role of human resources 
staff in the termination and outplacement process* A bibliography 
lists 10 suggested resources* (KC) 
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The Worklife Network 

(Established in 1979) 

Paul Stevens, Worklife Director 



The term 'worklife' was chosen to reflect our continuing work in 
research, counselling, training and publishing material which relates to 
improving people's enjoyment from their employment activities and 
other aspects of their lives. 



We do not accept the traditional view of career support — that is, to help 
people acquire satisfaction only from their working hours. We consider 
that occupational satisfaction can only occur when a person's total 
needs are included in the assessment of what is lacking and what needs 
to be done to increase inner well-being, improved relationships with 
others — colleagues and loved ones — and effective performance both at 
work and non-work activities. 'Life' in Worklife means our focus is on 
the total person. 'Work' relates to the roles in which the person is 
involved (employee, student, homecarer and citizen) and their environ- 
ments (workplace, educational institution, home, community). 



Ours is a holistic approach — in our counselling and career and life man- 
agement training workshops we consider all features of a person at the 
same time as maintaining respect for personal privacy by use of non- 
threatening inquiries into thoughts and circumstances. 



Worklife has highly skilled career practitioners throughout Australia 
and New Zealand as well as in USA, The Netherlands, Sweden and 
Singapore. For information on your local Worklife Network member, 
contact Worklife Head Office in Sydney: 

Tel: (02) 9968.1588 Fax: (02) 9968.1655 
Email: workUfe@ozemail.com.au 
Website: http: / / www.ozemail.com.au / ~worklife 
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Outplacement Defined 



Scope of outplacement activities 

Outplacement is a significant human care activity calling upon knowledge 
and skills from most aspects of the human resource profession. The knowl- 
edge base to carry out these activities effectively is complicated by the fact 
that a provider needs to be familiar with — and preferably trained in — adult 
career development theory and practice, psychology, behavioural science, 
employment law and sociology. 

In addition, the provider needs a thorough understanding of the cur- 
rent labour market and awareness of the supply and demand factors for a 
wide range of occupational categories. 

All the above requirements are not to find a job for the employee or ex- 
employee assigned to the outplacement provider. The role of the provider 
is to bring this knowledge to facilitate the person exploring themselves, 
exploring their career options, making their own decisior\s and coaching 
the person to make their own transition. Also, to teach how to undertake 
job search strategies which result in the resumption of income-generating 
work. 

Prerequisites of delivery 

The provider needs cor\sulting, counselling, training and facilitation skills 
of the highest order. Also essential is a thorough knowledge of the range of 
individual career assessment 'tools' and of their administration and inter- 
pretation. This is so that the right selection of tools can be made to suit the 
individuality of the person and help them make their own career direction 
choice. 

Career decisior\s taken by people under the care of outplacement 
providers are, for most individuals, among the most significant of their 
lives. Cor\sequently, the choice of outplacement cor\sultancy is crucial and 
incurs, in the process, a moral responsibility for ongoing care and support. 

Similarly, once the choice of provider has been made, the continuing 
management of the cor\sultancy provider to erasure that what has been 
engaged to be delivered is being delivered is also a prerequisite of effective 
management of the redundancy process. Once redundant employees have 
been assigned, it is not a situation of 

'out of sight, out of mind and responsibility'. 

In outplacement there are no absolute rules of procedure, only princi- 
ples and ways of approaching individuals made redundant and their situ- 
atior\s. To help employers get the best practice and value from their pur- 
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chase of outplacement services, the following guidelines have been pre- 
pared. 

Benefits for employers 

The selection and management of outplacement providers have the inten- 
tion of seeming the following benefits for an employer: 

• Good external public relations will follow from the demonstration of 
the employer's concern. 

• The ability to focus on the management of the continuing business and 
the changes caused by the separation of experienced staff. 

• The decision to release employees can be taken in the confidence that 
any harmful effects on individuals will be mitigated or minimised. 

• Confrontations — even legal actions — can be avoided and morale 
restored when people accept that redundancy need not mean long- 
term unemployment when skilled help is assigned. 

• A well managed, well-reputed process will reduce the likelihood of 
competent employees — the 'survivors' — ^resigning, knowing that they 
are working for an employer worth staying with. 



Figure 1; Outplacement Provider Benefits 

• Help with separation procedme 

• Achieve re-employment 

• Reduce emotional trauma 

• Protection of internal morale 

• Protection from legal suit 

• Promotion of favourable public image 

• Secure knowledge and facilities of professionals 



Working definition 

Outplacement is the process where an individual or individuals compelled 
to leave, or who elect for voluntary separation, is / are given support and 
counselling to assist in achieving the next stage of their career. It is a sup- 
portive and empowering process. The responsibility for choosing, pursu- 
ing and securing a new future remains the responsibility of the individual, 
with the outplacement service providing support and skilled guidance 
throughout each stage of the individual's transition process. 

As the outplacement providers do not 'place' anyone into employment, 
a better term would be 'career transition support providers'. 
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The provider's staff or subcontractors 

The provider's team of support personnel need to be: 

a) knowledgeable about facts (labour market situation, career assessment 
instruments, etc.); and 

b) skilled in counselling one-to-one and / or group training situations. 

In relation to the latter, the level of skill an employer should expect to 
be available through the provider is the capability to help redimdant per- 
sons: 

• imderstand and accept the change in their circumstances as a fact of 
life. 

• surface, recognise and accept their feelings and stress related to this 
change. 

• complete a structured and comprehensive self-analysis of their trans- 
ferable skills, motivated abilities, desired new learning and personal 
values. 

• be empowered to take control of their own job finding and career 
pathing responsibility. 

A working model 

There are a number of Models for helping adults make career transitions. 
One of these models devised within Australia follows as Figure 2. This 
Model can be referred to by an employer's staff in conjunction with Figure 
3 Support Services Model which provides a precis of the minimum services 
that an outplacement provider should be capable of providing. Use these 
Models as reference: 

a) when defining the terms of expectation when soliciting proposals for 
this service; 

b) when selecting an outplacement provider; and 

c) when monitoring the delivery of outplacement services. 
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Figure 2: Stevens' Model of Career Development 



The Career Journey requires a person goes through six key stages in mak- 
ing the transition effectively: 



Stage One: Self-Assessment 



Assess Physical and Psychological Health — Clarify Issues and 
Concerns — Assemble an Information Base through Structured Analysis 

— Review Current Job Effectiveness — Check Employment Experiences 

— Abilities — Interests — Values — Financial Needs — Primary Wants 

— Employment Environment Preferences — Lifestyle Considerations 



Stage Two: Interpreting Data 



Analysis — Transferable Skills Identification — Career Requirements 
Developed — Resolve Ambiguities — Lifestyle Integration — Monetary 
Needs and Considerations — Barriers to Overcome — Identify Perceived 
and Real Constraints 



Stage Three: Opportunity Awareness 



Collect Information — Research — Organisation Information Gathering 
— Reality Testing — Cultivate a Network — Mentoring — Evaluate 
Results — Select Career Action(s) Options 



Stage Four Decision Learning 

Evaluate Career Action Options — Trade-offs — Decide on Goals 
— Prepare Career Action Step Proposal 



Stage Five: Transition Training 



Schedule Career Transition Actions — Rehearse for Negotiations 
— Develop Strategies for Job Search Success — Check Job Hunt 
Preparation — Prepare R^sum^s and Application Letters — Interview 
Techniques — Audit Career Transition Progress 



Stage Six: Transition Accomplished 



Review of Completed Career Action Steps — New Career Fit Review 
— Assessment of Well-being 



Figure 3: Support Services Model 



As a person proceeds to resolve their own career action plan and imple- 
ment it, the outplacement provider supports the person with the following 
facilities at each Stage and in the following sequence: 



Stage One: Self-Assessment 




Stage Three: Opportunity Awareness 

Liidc Person with Appropriate Resources and People — Career 
Information Resources Centre — Provide Occupational Job Content Skill 
/ Competency Definitions — Job Vacancy Bulletins 



Stage Fouk Decision Learning 

Train in Career Decision-making Methods — Communicate Realities of 
Career Options — Provision of Mentor Assistance — Documentation of 
Career Action Resolution 



Stage Five: Transition Training 

Provide Support to Realise Employment Goal — Job Search Coaching 
Development Needs Analysis — Skill Gap Assessment — Interview 
Training — Resume Writing Help 



Stage Six: Transition Accomplished 



Learning from Outcomes — Report Outcome to Engaging Organisation 



Criteria for Selecting Providers 



The minimum criteria for selecting outplacement providers are: 

• The provider has staff who can demonstrate that they have the requi- 
site knowledge for and understanding of the process described. Proof 
should be sought of this. 

• The staff to be assigned to provide support must be able to demon- 
strate capabilities in cultural diversity, ethnic and gender issues, 
understanding and empathy with people who may be distressed. 

• Labour market knowledge. 

• If psychological questionnaires are utilised by the provider, a guaran- 
tee should be provided that no individual will be compelled to under- 
take them unwillingly and proof sought that the provider is qualified 
to administer them. 

• The provider commits to maintaining support to individuals until a 
outcome satisfactory to the individual is achieved however long this 
may take on a fee basis approved in advance. 

• The provider can present a Report Format and / or Checklist which 
will indicate the progress being made with and by each individual 
assigned to their care to be submitted each month to the engaging 
employer. 

• As separation monies can be quite considerable, the provider should 
be expected to source quality independent financial advice built 
around their particular needs and aspirations by nominated and legal- 
ly qualified financial management advisers. Such advisers are not to be 
limited to investment advisers but be capable of understanding and 
advising on family type budget management situations. A set number 
of hours per individual should be provided and funded for financial 
guidance. 

• Office accommodation and / or group training facilities are available 
for the work to be carried out and access by separated people is unin- 
hibited during the span of business hours. 

• A comprehensive Career Self-Help Reference Library is available for 
separated persons to access which includes, for example, databases on 
occupations, labour market demand, employers' details, recruitment 
agencies for both local and interstate labour markets. 

• Major employer directories are available in up-to-date editions, such as 
KOMPASS and JOBSONS Gazette. 



• Services for photocopying, correspondence, printing, telephone and 
fax facilities at no charge to individuals. 

• A list of other experts in the community and their contact details for 
issues that may arise in helping individuals for when referrals to other 
resources are appropriate and need to be made. 



Figure 4 illustrates the most frequent training needs observed in outplaced 
clients by The Centre for Worklife Counselling over seventeen years. 



Figure 4: Client Transition Training 

Most frequent needs: 

• Life management re-evaluation 

• Career re-direction help 

• Planning and job hunt management 

• Job seeking techniques 

• Negotiation skills 

• Self-confidence and assertiveness training 

• Conflict resolution methods 

• Knowledge of effects of colour of clothes 

• Spoken word delivery (self-presentation skills) 

• Stress management techniques 



Suggested questions for evaluating outplacement providers' 
submissions and personnel 

The length of time an outplacement provider has been delivering such ser- 
vices is a significant but by no means the sole indicator of reliability or an 
indicator of its services standards. 

Career decision assistance 

• How do you go about helping a client decide between two or more 
career direction options? (Seek here evidence that there is an organised 
way for helping a client weigh up the pluses and minuses for each 
option, rather than an intuitive approach — perhaps by a consultant- 
designed questionnaire the client completes.) 
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• Do you use a workbook for client self-assessment, exploration and 
decision making: 

a) designed overseas? 

b) designed locally? 

• Does the workbook content provide for cultural diversity and/or spe- 
cial needs, e.g. women, medically impaired people, those with limited 
English fluency? 

• Do you make available computer-based career guidance and job search 
software systems? Which ones? and why? 



Knowledge of labour market 

• Ask which employment agencies have the best facilities for placing 
labour classifications common to the terininating people? 

• What do you regard are the essential differences between job seeking 
and selection interview processes for jobs within the Public Sector and 
those prevailing in the Private Sector? 

Assessment 

• What do you regard as a minimum database of self-knowledge before 
a client can undertake effective career exploration and career decision 
making. (Look out for responses which cover skills, values, motivation, 
perceived constraints, primary needs. Responses which mention only 
skills indicate the provider is not properly informed or trained.) 

• Do you favour self-assessment by the client or assessment by the con- 
sultant or counsellor? (This is the best way to find out whether the 
provider favours the psychologist-assessment approach or has knowl- 
edge and experience in administration of self-assessment career assess- 
ment instruments.) 

• People can be guided to go about career planning in many ways. 
Which career development theory or model do you favour in most 
client help circumstances? 

• Which psychological questionnaires, career assessment instruments 
and questionnaires do you use with your clients, and why? 



Exploration 

• What facilities have you, the provider, for assisting a client develop a 
list of network contacts? 



Responsiveness 

Where large nmnbers are mvolved: 

• Are participant group sizes larger than 12? (The quality of individual 
client care goes down rapidly for group sizes larger than 12.) 

• How does the provider measure progress or otherwise of individual 
participant when conducting group training? 

• Is one counsellor assigned to each client / employee? If so, what back- 
up service is there when the support person is unavailable? 

• Does one counsellor stay with the client throughout the process to suc- 
cessful re-employment? (This is the preferred approach to client man- 
agement.) 



Figure 5: Credentials Facility for Providers 

The Outplacement Iristitute is a non-profit service whose mis- 
sion is to ". . . build professionalism in Outplacement and 
achieve recognition for that professionalism." The OP Institute 
in 1994 first offered credentials in Outplacement to Members 
and Fellows who had five or ten years of practice and demon- 
strated through submitted portfolios that they met the stan- 
dards of the Iristitute in five areas of Outplacement competen- 
cy. The OP Iristitute is jointly sponsored by the International 
Association of Career Management Professionals, in which 
individual practitioners are members, and the trade association 
in the field, the Association of Outplacement Firms 
International. Representatives from both organisations serve 
on the Institute's Governing Board. OP Iristitute credentials are 
available to all practitioners of Outplacement, not just to mem- 
bers or affiliates of the sponsoring organisation. 

PO Box 150759, San Rafael CA 94901, USA 
Fax: (415) 459.6298 

Portfolio Adviser for Australia and New Zealand: Paul Stevens, 
Worklife Pty Ltd, Fellow of The Outplacement Institute 



Resume design approach 

• What resume format does the provider favour for helping public sec- 
tor clients approach private sector? 

• On what basis is this decision made? (i.e. Is there any evidence that the 
provider has surveyed or checked recently with the Private Sector for 
desirable resume format for receiving applications?) 



Effectiveness of past programs 

• Has provider done any follow-up with past client assignments to check 
efficacy of their career transition support methodology? 

• Does the provider measure the individual client's level of career tran- 
sition knowledge before the support program commences (if so, how?) 
and subsequently amend their approach to support content or is every- 
body treated the same? i.e. Is it a packaged program? 

Minority groups 

• What is the record of the provider dealing with ethnic diversity in 
client career support? What are their views on the need for different 
client management approaches? 

Fees structure 

• What is the provider's approach to fee charging? (Flat fee or reduced 
charges when a cUent finds employment within a very short period of 
commencing the career transition support program?) 

Clinical or other issues 

• What approaches do you take or how will you know when to assess 
whether the client should be referred to other authorised providers for 
clinical type support e.g. in excess stress situations? 

• What back-up communication facilities do you have in the event of 
lurgent need for after hours access to a counsellor by the client? 

Job hunt 

• What actions do you take when a client begins to obtain interviews? 
(Check here for evidence that the provider does carry out interview 
debriefing and coaching of clients' interview and negotiation 
approaches.) 

Client self-help support 

• What resources are in your Career Library to assist clients at different 
stages of their transition? (e.g. What software, texts, labour market 
information?) 

• In recent assignments, through which avenues (e.g. job search strate- 
gies) were satisfactory outcomes achieved in the main by redundant 
individuals? 

• How many individuals are the provider's counselling and training 
team members assigned at any given time? (To check quality dilution.) 
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Figure 6: Differences Between Youth and Adult 
Support 

Vocational Transition 

Guidance Counselling 


Aim: Assessment 


Enabling the client's 
self-determination 


Nature: One-off interview 


Series of helping encounters 


Aids: Extensive use of tests 


Structured self-analysis / 
workbooks / career 
assessment instruments 


Focus: Personal history 

Education 


Feelings, perceptions, 
self-concept, life 
management needs 


Outcome: Recommendation 


• Increased learning 

• Self-management of 
transition 



Reporting and evaluation 

• What procedures do you follow to keep the engaging employers 
informed of their ex-employees' progress? Give examples of what you 
have done on this regard for past employers. 

• What do you regard as confidential between you and client and what 
are you prepared to report back to us so that we can be assured appro- 
priate support is being provided? 

• Has the provider Professional Indemnity Insurance? (Giving career 
and psychological advice to people who are likely to be stressed and 
anxious requires considerable skill. If things go wrong, the employer 
should ensure that the provider is protected through insurance in the 
event of a legal suit and the employer is unlikely to be sued.) 

• What makes your range of outplacement services special compared to 
others? (An overview of Worklife's services is shown in Figure 7.) 

• What have been your most recent successes? 

• How will you report progress to us? 

• What qualifies you and your team to help people in career transition 
situations? 

• Describe difficult situations you have experienced in providing this 
form of service? 

• At what point do you regard your work as completed? 

15 
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Figure 7: Overview of Worklife's Outplacement Services 

Worklife offers the following Resettlement Counselling Services tailored 

to each client's individual needs rather than using a packaged approach. 

Our service provides the following for terminating employees: 

Resettlement Services and Outputs: 

• Re-evaluation of career direction 

• Design of a self-marketing strategy to alternative employers 

• Guidance in preparing interview-winning job application letters 

• Help in designing and writing effective resumes 

• Selection interview training including 'body language' tuition 

• Extended knowledge of job-seeking techniques other than respond- 
ing to recruitment advertisements 

• Up-to-date realistic information on employment prospects, recruit- 
ment practices and procedures 

• Evaluation of employment options 

• Non-visible help in negotiating new employment terms 

• Pragmatic review of her/his personal financial assets, liabilities, and 
cash flow, and the development of a workable budget 

• Stress management training provided where appropriate 

• Essentials are provided to compete effectively in the job market 

Process: 

• Counsellor acts as a catharsis for feelings of strong emotion, frustra- 
tion, despair, low self-esteem and helps to return the individual to a 
self-confident person 

• The individual is not job searching alone and unaided 

• Unfettered down to earth advice is provided independent of any bias 

• Emotional support and companionship are provided 

• Client confidentiality of personal data is vigorously maintained 

• Danger of psychosomatic illness derived from negative attitudes is 
reduced 

• Immediate steps are taken to assist re-employment elsewhere 

• Assistance is given which can be used again by individual alone if 
employment loss recurs 

• Research assistance to identify organisations and people whom the 
job seeker can approach, and guidance in how to carry this out 
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During the delivery of services by the provider, the competencies in Figure 
8 should be clearly demonstrated. 



Figure 8: International Association of Career Management 
Professionals 

COMPETENCY STANDARDS 

(Published in 1995) 

1. Consulting with Corporate Clients, including but not limited to: 

• managing corporate relationships 

• interpreting business / industry trends and issues 

• guiding client organisations and people through transition processes 

• preparing managers to handle termination meetings 

• managing career centres 

• reporting status and results to sponsors 

• negotiating references guidelines and 'reasons for leaving' statements 

• consulting on and providing services to deal with 'survivor' issues 

• maintaining confidentiality within legal requirements 

• working within ethical standards of the profession 

2. Consulting with Candidates, including but not limited to: 

A. On an Individual Basis 

• managing the consultant / candidate relationship 

• handling special situations such as 'stuck' candidates and candidate 
dependencies 

• problem solving with candidates 

• consulting on termination trauma / stress 

• motivating candidates through job transition 

• identifying candidate 'blocks' and referring to other appropriate assis- 
tance 

• identifying support systems and training candidates to use them effec- 
tively 

• maintaining confidentiality within legal requirements 

• closing the job search and preparing candidates for future assignments 

• working within ethical standards of the profession 

B. On a Group Basis 

• organising and administering group programs 

• presenting complex data to groups 

• maintaining appropriate authority and control 

• adapting 'individual' issues and procedures (see 2A above) to groups 

• presenting programs on specific subjects related to outplacement, i.e. 
pre-retirement, survivorsWp, career transitions, self-employment 
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3. Assessment/ including but not limited to: 

• intake procedures and effectiveness 

• analysis / assessment of candidate experiences 

• interpreting and / or reporting and applying results of standardised 
measurements 

• identifying critical skills and accomplishments 

• identifying values that apply to work 

4. Job Search Training, including but not limited to: 

• strategy and planning job campaigns 

• research methods 

• networking and other search techniques 

• developing resumes and other campaign tools 

• developing interviewing skills and protocols 

• teaching salary negotiatioris 

• understanding business / economic trends 

• evaluating / negotiating job offers 

• developing job opportunities 

• utilising other resources for support / assistance 

• job market data interpretation 

• developing / utilising specific employer data 

5. Career Consulting, including but not limited to: 

• developing individual specific career plans with defined goals 

• life / work planning 

• career change / optioris corisulting 

• career decision making 

• identifying personal / environmental issues that impact career deci- 
sions 

• identifying / exploring self-employment optioris 

• mastery / use of career resource information 

• interpreting corporate cultures and structures 

• developing educational plans to support career goals 

International Association of Career Management Professionals, 
c/- 5383 Newport Drive, Lisle IL 60532, USA 
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Monitoring Service Delivery 



From the engaging employer's viewpoint, the nature, timing and content 
of reporting by the outplacement provider should be negotiated in 
advance of the assignment commencing. The quest is neither to see the 
contents of career assessment reports nor intrude into the counsellor-per- 
son relationship. What is sought is evidence that what has been contract- 
ed for delivery is, in fact, being delivered. 

The critical aspects on which a form of reporting can be agreed 
between employer and provider should include as a minimum: 

Service quality standards 

As providers of career transition support services, the outplacement 
provider will ensure that: 

a) services are accessible to all separated persons being served in the 
assignment. 

b) the career information delivered is accurate and appropriate to the 
professional level of the people in need. 

c) services are delivered in a manner that supports long-term labour 
market self-sufficiency for the client with regard to career planning 
and job search skills. 

d) the client experiences a continuity of support service and care even if 
counselling staff change. 

e) services are appropriate to the age and personal circumstances of the 
client. 

f) services are tailored to the unique needs of each client. 

g) sufficient and current materials are available to support the indepen- 
dent self-help efforts of clients. 

h) networks are in place so that referrals are appropriate to client need. 

i) the service is updated regularly in order to remain current with local 
labour market realities. 

j) outcomes are analysed and evaluated regularly. 

k) the career transition support services will be delivered in a manner 
that conveys: 

• respect for the dignity of each client. 



sensitivity to a diversity of cultural, religious and gender values. 

acknowledgment of contextual issues, especially those underlying 
systemic discrimination. 

advocacy of clients, including those who are disadvantaged, 
gender neutrality in choice of vocabulary and imagery. 



